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2. Paper on Reading Panel 


2) Preliminary « The purpose of the reading panel is to discharge a 
shadow responsibility within 0/RR for the routines, paper work, azxl all that 
is involved with curren t intelligence s upport . o/PR has been distinctly 
relieved of any direct respons'ilaiiitjMPor current intelligence in order to 
free it for work on its sole responsibility— unassailable, factual, authori- 
tative research in economic intelligence— primarily on the Soviet problem. 
Therefore, ary circulation of incoming papers must be «orutinis®4 against 
this responsibility, and justifications for increased facilities or limita- 
tions on output should not be confused by a current mission which is not 
0/RR* s responsibility at the present time* 

Certain routines and certain pressures derive from the handling of 
incoming documents and materials on a current basis. Since the processing 
of incoming current documents constitutes an immediate and unpredictable 
demand on his time, the analyst's ability to plan his work load, or to 
extend himself in undisturbed research Is extremely limited. 

It must be dear that the present personnel of 0/RR is limited and the 
basic re sear oh mission is an extraordinarily big job for which the office 
is greatly understaffed. 

2) Problem . The precise responsibility for voluntary support for 
current intelligence should be defined* 

A. CGI has the direct responsibility for reporting, daily, 
on current intelligence. The latter office is not staffed 
with an economic support staff. 0/RR furnishes some current 
support through its Strategic Division. However, OCI has 
need of a broader economic reporting base (a; to screen for 
outstanding economic ^events, (b) consultation" on spot items . 

'rtie problem concerni sf TStis support is, for o/5ft, primarily 
the paper routine and the amount of time to be taken on con- 
sultation, and pencilled comments on documents of outstanding 
current economic importance. 

B. Current evaluations. This is a current suppor^problem 
•shicH”5nvo’i ve's ' ClA^'s ISro collecting offices |§|{£jp^££| 

These collecting offices have a need for rapid evaluation 
which will soreon out their most egregious mistakes in 
collection. These offices also require from the supporting 
office some agroed-upon standard of evaluation. Such an 
evaluation procedure does not at all involve the process of 
"requirements." In the past the bulk of the research analyst* s 
requirements have bean derived from current intelligence 
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evaluation (formal or informal). This is not a scientific nor 
practical approach to economic intelligence requirements* 

Due to the paBt emphasis on current intelligence, invol- 
ving all that it does in the v.ay of processes and deadlines, 
economic intelligence requirements have not been thoroughly 
collated and thought out in a form which would provide the 
collecting offices with a working basis. Therefore, the spot 
requirements have been conflicting and a burden upon the col- 
lecting facilities, (There is also the problem of precise 
definition of requirements, aad the means of communications in 
conveying what is needed by the researcher.) 

Since o/RR has a primary research resjgng^ility and 
accountability, the evaluation support of |^^|must take a 
secondary role and be regarded only as preliminary evaluation. 

There is need, however, for a mechanism to be arranged between 
the collecting offices and the research offices for arriving 
at firm evaluations. 

C. Another problem of current support (somewhat nebulous in 
the definition of being current) is that support to be given or 
solicited by other IAC agencies in the form of intelligence or 
information which they require against deadlines for departmental 
intelligence. This is a problem with which to struggle, and 
depends on o/RR leadership within the IAC. 

D. The final problem facing research analysts is, avowedly, the 
intellectual inconsistency of separating basic from current intel- 
ligence; the matter of being au courant in a specialised field. 

This purported inconsistency provides' the analyst with a comfor- 
table psychological reason for failing to arrive at a specific 
definition of his job and to prepare the specific requirement# 
needed to oarry out his responsibility for authoritative research. 

If central files and library facilities can provide current service 
on ary given research task, then the analyst' s insistence on 
currency is merely reflecting a passive attitude towards intelligence 
research, and certain possessive instincts about the intelligence 
information* The real problem then, is defining mission and function, 
and procuring supporting library (central files) facilities, 

E. The final problem is one of whether the office wishes to under- 
take current intelligence responsibility on its own initiative and 
risk, hich must tie' at variance with its. limited facilities and 
mission provided for it by the Director. 
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XI. Organization and Mission of Heading P an®! 


The reading panel ia the r pring'jcard for making the most effective immediate 
use of any incoming document,, 

lj Person nel qua! if lea tic na . Essentially every person operating on the 
reading panel "mu at" be an analy t« It is desired that the person have a background 
in economics, preferably ith tome working experiences While no specialization is 
required, familiarity with all fields is needed. Personal qualifications of 
alertness, imagination, e.ad common sense are natural requisite®. Since it i® 
impossible to know specific details of all fields, it is essential that the 
analyst be basically honest in understanding his own limitations and secure 
answers as to the significance of a specific piece of information from those 
who are competent. 

The analyst must be familiar with current events and essentially those 
movements which would refleot on the significance of incoming economic infor- 
mation. The personality qualifications demand a consistent approach, th® drive 
and ability to work under pressure, and efficiency in rationing the time to be 
spent on consultation, reading, screening, etc. 

He must be required to know what the prevailing demands ore in OCI, what 
limitations there are in the fields of current economic intelligence reporting, 
the individual competency within o/RR„ and the specific research project 
responsibility of the individual analysts within o/RR. 

2) Functions . The functions of the current intelligence reading panel 
ar® tho following: reading and placing of incoming document a 3 recognition of 
significant items and commenting thereon or securing comments thereon* 
evaluating SO, 00 and Air Pore© documents or securing evaluations thereon 3 
overseeing or guiding the central filing of documents. 

A. Reading and placing of documents . The analyst must keep abreast 
of ah alTcca 4 JeT”number of 'in-coining 'documents* He must assess th© 
significance of items covered and their relationship to all intel- 
ligence factors. Each incoming document demands soma kind of 
immediate use. The analyst has responsibility for placing thi® 
document with, not all the people concerned, but, th© parson most 
concerned who can make an immediate current use of the information. 
Sometimes thiB will necessarily involve pointing out to th® person 
concerned the value and significance of the document. The analyst 
must distinguish between that item which is of immediate concern 
and requires action, end that whioh will be of use later on 0 
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B» Reeogriise significant item end eoTmientiUng there ca, 

support of economic reporting for 001 rfc will be necessary for the 
analyst to select items of outstanding importance and to writ© 
quick, short, pencilled notes calling them to the attention of 
the proper authority in OCI. In some cases it may be necessary' 
for the analyst to consult other o/RR personnel before writing such 
a comment. This ■- ould be true where the analyst was unsure as to 
whether the item was or was not of current signif icanc® , In support 
of 0C1 the analyst must b® thoroughly familiar with OCI "indications" 
list®, Such comments must be of the most cursory nature since any 
farther detailed follow up will be initiated by 0GI with other 0/RR 
or OCI personnel. 


C e E valuatin g Force documents . The reading panel 

must i, iHeTrbejie ' tc^'gTve T'^iT'.m ln^ G^ or ' qu'i’cEIe evaluations to those 
documents requiring such, witHIa reaSIng panel' stSrffirciT*i set by the 
chief*. Evaluations must be consistent, although recognizably not 
providing for a "research" grading or comments. Again where the 
analyst does not honestly know how to emirate the document, consulta- 
tion with an appropriate oerson should be held • 


D, G uidan ce to OCD. To summarise; allocation by the analyst of ary 
document wouTd^fsTlT into the following three classes i (1) to central 
files for later use, (2) to current intelligence for immediate use, 
(3) to research personnel working on a specific project in which the 
document is a matter of vital importance. This last requires of the 
current reading analyst a thorough familiarity with the projects 
carried by the office and a nice sense of judgnant (possibly after 
consultation) as to the importance and pertinency of the subject 
document. 


Concerning the first classification above, th© reading panelists 
must carry a sense of responsibility for the proper guidance to OCD 
in its function of filing, coding, etc. Hie analyst should inquire 
and assure himself that the many possible relevancies of a document 
can bo explored through the OCD system when the need arises. Between 
the research units and the reading panel, ()/RR ought to be assured of 
a proper check and balance on the servicing facilities within OCD, 
However this function of the reading panel implies the need to "ride 
herd" on the efficiency and performance of OCD' s services, 

3) Corollary problems . 

A, Ex traction of information . If the reading panel as outlined above 
is put into fuTr”operationp "the question arises as to the need of ary 
extracting being done by the research analysts for use as reference at 
a later date. Presumably the analyst will be working only on papers 
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for the immediate project problem and will have all the necesaarv 

ss„™ ot ii; fii i> °/- cardod for «- - 6 ani«tio„ 

* ^ h /" aly8t 18 not involTOd ^ extracting from current 

JOB. nowejor, if 0CD»s facilities are adequate (codinr of material* 

d^e ' ol lf q ^ 8 ^° nabl ® W 5 0,hor “ additional extracting should be* 

- - tract i nr «hn I'M 1 £ e £ uire ^» ' whebhor th © process of OCD coding, 
detracting should not be made. This involves a lot of Daoer wort 

regardless of whether it is done in OCD or elsewhere, ‘ ? * 

B * Abstraction, Abstraction can cut across several problems Fnd 
use s^TS-precisely defined. It "would seem that in mosHise^ 
reproduction of a document would more fully serve the purpose. 


Vital statistics . 

Gaily incoming documents 
Average no. pages per document 
Incoming cables 
Rerouting and rereading 
Present panel strength 
Reading time per page per analyst 


400 - plus 
3 

200 - plus 
unknown 

6 

jj- minute «• minus 


=„„J h :„ a n™ d ?°” iT,cluda » e»«t deal of material directly 
£taefr?,t“!" P °” nloroi ‘ iJm or h “ ddad othami.e (project 

.ctlv2ion b T 0 ?^m/»» doc f ,rat * aa " »• considered a minima ainee 
activation of other 0/RR units and increased requirements vdll 
multiply the number of incoming documents. 

cross-reference basis, (b) The analyst must know, how to use research facility* 
and be able to define his needs In tome of the facilities! * r ° h faollltlaa 

5 l- ■'l l5cl> p° n °°“;- f !'ot scot analysis it »ould seem that a ratio of four 

tAinct^^/TL^h 

would^e^necessary! mploSrt ' so in ° /EB t0 eaoh <»»luyoe nov. on the’o/ER T/o°“° 
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